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P-ROCEEDI-NGS
(8:35 a.m)

CHAI RVAN WALLI S:  Good norning. The
neeting will now come to order. This is the third
day of the 528'" Meeting of the Advisory Conmittee
on Reactor Safeguards. During today's neeting, the
Committee will consider the following: staff
activities associated with responding to the
Comm ssion's staff requirenments menorandum rel at ed
to safety conscious work environnent and safety
culture. Future ACRS activities, report of the
Pl anni ng and Procedures Subcommttee, reconciliation
of ACRS comments and reconmendati ons, election of
ACRS officers for Cal endar Year 2006, draft ACRS
Report on the NRC Safety Research Program and the
preparati on of ACRS Reports.

This nmeeting is being conducted in
accordance with the provisions of the Federal
Advi sory Committee Act. M. Sam Duraisway is the
designated federal official for the initial portion
of the neeting. W have received no witten
comments, nor requests for time to make oral
statenents from nenbers of the public regarding
today's session. A transcript of a portion of the

neeting is being kept and it is requested that the
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speakers use one of the mcrophones, identify
t hensel ves and speak with sufficient clarity and
vol une so that they can be readily heard.

The only other thing | wish to say is to
rem nd you that we are having a Christnas party
during lunchtine today and we will go to work
directly after it.

The first itemon the agenda concerns
t he safety consci ous work environment and safety
culture, and our |ead nenber on this issue is Dr.
Mario Bonaca. | turn this over to you, Mario.

MEMBER BONACA: Good norning. In
response to the Conm ssion's August 3, 2004 SRM the
NRC staff is devel opi ng an approach to enhance the
react or oversight process to nore fully address
separate culture. |Inplenmentation of the approach is
schedul ed -- or Phase | of the approach is schedul ed
for March 6, 2006

The NRC staff has net with stakehol ders
twice and the last tine was recently, Novenber 29
and 30, 2005, so they have feedback fromthe
i ndi vi dual evaluations. At the neeting, three
separate culture initiatives -- objectives were
identified. The first one was to provide better

opportunities for the NRC staff to diagnose safety
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cul ture weaknesses and take
appropriate action before the resultant devel opnent
of cornerstones.

The second was to provide the NRC staff
with a structured process to determne the need to
specifically evaluate NRSC safety culture after
Performance 12 probl ens have transpired to a
degraded cor ner st one.

And finally, to provide the NRC staff
with a systematic safety culture eval uation process
and the tool to review a |icensee sel f-assessnent.

Today, the staff presentation wll
update the Commttee on these activities, and give
us sonme information on the status. W have al so
pl anned the Subcommittee Meeting of Subculture for
January 25, 2006 to exanmi ne international activities
and also to continue to report a review as a
committee on the safety culture area.

Wth that, I'll turn it over to the
staff for their presentation.

MEMBER JOHNSON: Good norning. M nane
is Mchael Johnson. |I'mDirector of the Ofice of
Enforcenent. |I'mjoined at the table by Isabelle
Schoenfeld, who is Chief of the Safety Culture

Wrking Goup, and on ny left is Jim Cobey, who is
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the Chief of the Reactor Project's Branch IIl in
Region 1. And we're here, again, to talk about
safety culture.

| believe it's been a couple of years
since the staff last net with the ACRS on safety
culture and, at that tine, we and the industry had a
renewed interest in safety culture, particularly as
a result of the incident at Davis-Besse.

At the conclusion of that neeting with
the ACRS, in the ACRS Iletter, the ACRS agreed that
a safety culture is inportant froma safety --
important to safety performance. The letter stated
that the regulatory franework is largely in place
for nonitoring aspects of safety culture, and that
that framework is appropriately performance-based.
The letter indicated that actions are appropriately
based on risk significance and in accordance with
the Action Matrix, the ROP Action Matrix, and that
br oader eval uations, such as eval uations of
personnel attitudes and so on, really belong to the
i ndustry.

Since that time two years ago, as we
prom sed, we've continued to nonitor the efforts of
the industry and international entities in their

efforts related to safety culture. In addition to
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that, we proposed a set of options for the

Comm ssion with respect to safety culture, and we
got, at that time, a direction fromthemrelated to
safety culture. And so one of the purposes -- in
fact, one of the primary purposes of today's neeting
was to bring you up to date, if you will, regarding
what's transpired in the intervening couple of
years, including our nost recent direction fromthe
Comm ssi on and our response to that direction.
There's been a lot of -- of sort of a flurry of
staff activities, particularly in the recent nonths,
on safety culture. And so we want to tal k about

t hat .

| sabell e is going to discuss the
background. Much of it will be famliar to you, but
we think it's inportant to do that again, to rem nd
you of where -- how we got started in this nost
recent push on safety culture.

CGene is going to discuss the current
status and he's going to focus in on the Novenber
29'" and Novenber 30'" neetings, including staff's
pl anned approach, so you'll have, at |least at a high
| evel , an understandi ng of where we -- how we pl an
to nove out to address the Conmm ssion's direction.

And then I'lIl come back at the end and try to

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

10

summari ze and tal k about the next -- what we see as

the staff's next steps. That's what we're going to

do.

I f there are no questions on that,
| sabel | e?

M5. SCHOENFELD: As M ke al ready
nmentioned, |I'mgoing to provide just quick

background i nformation for you and first discuss
what sonme of the drivers were for this work.

The -- of course, the SECY paper, 04011,
that was issued in August 2004. W al so had
recomrendati ons fromthe Davis-Besse Lessons Learned
Task Force, GAO recommendations related to enhancing
safety culture and the reactor oversight process.

In addition, there has been strong
Congressional interest in this area, as provided to
t he Conmi ssioners fromthe Senators on the
Envi ronnent and Public Wrks Conmittee and al so
Congressional staff in nmeetings with NRC staff.

| just want to quickly run through what
the major direction was in that SECY 04011. One
thing was to enhance the reactor oversight process
treatment of cross-cutting issues to |lead to safety
culture, ensure inspectors are trained in safety

culture, develop a process to determ ne the need for
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a specific safety culture evaluation for plans and
cornerstone to the Action Matrix, and also to
continue nmonitoring industry and international
efforts and invol ve stakehol ders i n nmaki ng changes
to the ROP

The -- as M ke nentioned, the SECY paper
of fered a nunber of options to the Comm ssioners and
in their response, they not only told us what to do,
but what not to do, and we thought it was inportant
for folks to know that as well. They said not to
revise the 1989 policy statenment on the conduct of
operations and not to encourage |icensee self-
assessnment of safety culture through the devel opnent
of a guidance docunent. Also, not to devel op an
i nspection process for systematically assessing
safety culture to result in additional Agency
actions, or to use NRC surveys of |icensee
personnel. Not -- to proactively work with the
i nternational conmunity to devel op objective
performance indicators, nor to engage the industry
to devel op an industry process to address safety
culture, simlar to what we've done in the training
area. And not to develop criteria or possible
intervention strategies for the NRC to take when

training in the area of safety conscious work
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envi ronnment, safety culture exists. And the
licensee has failed to take appropriate action.

CHAI RVAN WALLI S:  What did they approve?

MS. SCHOENFELD: Well, they approved
what | have just nentioned there.

CHAI RVAN WALLIS: Ch, | see. Gkay. |
didn't knowif |I'd get that message.

MEMBER APOSTOLAKI'S:  So this is what
t hey want you to do?

MS. SCHOENFELD:  Yes.

MEMBER APOSTCLAKI'S:  And the other two
slides is not?

MS. SCHOENFELD: That's right, correct.

MEMBER APCSTCOLAKI S: Because the way
they're listed here is as if they were asking you to
do t hese things.

CHAl RVAN WALLI S:  Yes.

MS. SCHOENFELD: Yes. This occurred --
" msorry --

MEMBER APOSTCLAKI S:  The next slide.
Let's go to the next slide.

M5. SCHOENFELD:  Yeah.

MEMBER APCSTCOLAKI S: Okay. You have the
word "di sapproved" at the top --

MS. SCHOENFELD: Yeah.
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MEMBER APCSTOLAKIS: -- and then it says

"revised." So all these things --

MS. SCHOENFELD: Sorry.

CHAI RVAN WALLIS: Ckay. So they
approved that first --

MEMBER APOSTCLAKI S: Let us | ook at them
because it doesn't make sense. It just doesn't make
sense.

M5. SCHOENFELD: Okay. Okay.

MEMBER JOHNSON:  Well, it seens to be
i nconpati ble and you' re supposed to ensure
i nspectors are properly trained in safety culture,
but you're not supposed to devel op an inspection
process. So how can you do one wi thout the other?
But nmaybe you're going to tell us about that.

M5. SCHOENFELD: Well, | can try to
address that question right now. \Wat we believe
t hey nmeant there was that we should not devel op a
specific evaluation of safety processes --

MEMBER JOHNSON: No, not a checkli st.
Not a checklist, so they're saying.

M5. SCHOENFELD: W are okay -- as a
safety culture inspection procedure.

MEMBER APOSTOLAKIS:  But if we go, |

think, to the next slide --

NEAL R. GROSS
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MEMBER JOHNSON:  Yeah.

MEMBER APOSTCLAKI S:  How can the
Comm ssion ask you not to do the last bullet? It
doesn't nmake sense, does it?

MEMBER JOHNSON: Yeah, let nme -- perhaps
what we should do is provide a little bit nore
context on each of these individual bullets because
what we did was we laid out a spectrum of options,
Option 1 not being -- a spectrum of options and the
Comm ssi on picked and chose, if you will, fromthose
options. Now, this option -- what they were -- what
we were really saying was, in this option, we would
rely -- what the staff would do is wait unti
somet hi ng happened and then react. That woul d be
our sol e approach, our primary approach to safety
culture. And so that the Comm ssion was telling us,
with respect to disapproval of this option was,
don't just wait to react, but be nore reactive. And
so you get that context if you think about the
t hings that they approved.

MEMBER APOSTCLAKI'S: But that's not what
t he bull et says.

MEMBER JOHNSON: Right. Well, yes. This
shoul d not be the only thing you do. You should

al so --
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MEMBER APOSTOLAKI S: | understand that,

M ke, but --

MEMBER JOHNSON: In addition to other
t hi ngs.

MEMBER APOSTCLAKIS: | nean, if we don't
do the last bullet, we mght as well go hone.

MEMBER JOHNSON:  You're right.

M5. SCHOENFELD: And | think that they
responded -- they gave us direction to do that when
pl ans for the cornerstone --

MEMBER APOSTCLAKIS: It seenms to ne that
both of these bullets -- | nean, they should be
positive. You should work with international
communi ti es.

MEMBER JOHNSON: Ri ght .

MEMBER APCSTCLAKI S:  You shoul d engage
t he industry.

MS. SCHOENFELD: Yes. They did want us
to continue to do that, to engage the industry and
to work on the international efforts. They did
state that in the SRS.

MEMBER BONACA: Well, they may have said
it, but that is approved, these couple of bullets.

MEMBER JOHNSON: Yeah, let's --

MEMBER APCSTCOLAKI S: They can't cut
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t hese.

MEMBER JOHNSON: Let ne just tal k about
t he second bullet for a second. Let me tal k about
the second bullet, if | can.

CHAl RVAN WALLI S:  Yes.

MEMBER JOHNSON: The second bullet -- we
had an option that said, our approach to overseeing
safety quality issues should be along the line of
the I NPO training accreditation, our |NPO training
process and the way we oversee that. So we would
rely on the industry to establish standards, if you
will, and to -- and to sort of oversee safety
culture. And our role as the regul ator woul d be
sinply to touch that and nake sure that it is on
track.

So, what the Comm ssion said was, no,
don't do that. And by inplication, when you | ook at
what they approve is, they were saying, do nore.

MEMBER APOSTOLAKIS: Do nore. That's
what it says.

MEMBER JOHNSON: Do nore, right. Wth
respect to the first bullet, proactively work within
i nternational conmunity to devel op objective
performance indicators, | think the enphasis you

should take fromthat bullet is all performance
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indicators. Don't rely on performance indicators as
a way to try to oversee safety culture. Do -- you
know, find some other way to engage to oversee
safety culture.

So it's -- we probably need to provide
greater context for these bullets.

MEMBER BONACA: Yeah, you already said
that. So that neans nonperfornmance in here -- that
nmeans not specific measures, okay. So what are they
going to rely on, just quantitative insights? |'m
trying to understand. | mean, it's just that --

MEMBER APOSTCLAKI'S:  You nean the ROP --

MEMBER BONACA: No, |'mtal king about --

MEMBER APCSTCOLAKIS: -- the psychosis?

MEMBER DENNI NG  But how do you do
per f or mance- based regul ati on wi t hout performance

indicators? Are the two just so intimately tied

that you can still do that?
MEMBER JOHNSON:  Well, | think -- |
think we're going to talk about -- | know we're

going to tal k about how we plan to approach it and |
t hi nk we have a vision for how we coul d oversee
safety culture without relying on, for exanples,
nunbers of itens in the backlog or nunbers of trends

in allegations that are reported to the Agency. It
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was sort -- there was sort of a thought that was, if
you think you' re not going to be able to find a
series of perfornmance indicators that give you the
i nsights that you need, that you can apply broadly,
if you will, across plants to decide where there's a
common safety problem we think we have a way to do
that, and we'll talk about that in a few m nutes.

CHAI RVAN WALLI S:  But does the
i nternational community already have performance
i ndicators? Don't sone --

MS. SCHOENFELD: No, they do not.

CHAI RVAN WALLIS: Don't some countries
have sone perfornmance indicators?

MS. SCHOENFELD: Jay, do you want to
address that?

MR. PERSENSKY: Jay Persensky fromthe
NRC, fromthe Ofice of Research. There are a
nunber of countries that are in the process of
devel oping -- | AEA has actually a draft docunent
that we've looked at in ternms of their way of
| ooki ng at performance indicators. | think beyond
what M ke said is that this particular option -- you
have to | ook at the Conm ssion paper as discrete
options, that each one of these was viewed as a

separate thing. So, for instance, the one that you
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wer e concerned about, George, the one on devel opi ng
a way to |l ook at safety culture after a plant is in
trouble. They didn't want us to do only that. So
t hey di sapproved that option, but included it in
what they did approve. So, it's sort of an add-in.
But fromthe standpoint of indicators, the
Performance | ndicator Programwithin the ROP is very
specific and very specifically defined with a |ot of
interaction with the industry to come up with it and
it's nmeant to be a single nunber, and | don't think
t he Commi ssion believed that we could get to that
point. And frommy experience with the
i nternational conmunity, they're not doing that
either. They're looking at nmultiple measures in our
| anguage, rather than in indicators. So that's
where's they're going.

MEMBER APCSTCLAKIS: | think, to repeat
t he sane phrase, what we have here is failure to
comuni cate. | nean, these two slides are very
m sl eadi ng.

MEMBER JOHNSON: | understand. And
whenever we tal k about this, we always find
ourselves in the -- with the need to explain what we

laid out for the Comm ssi on and how t he Conmi ssi on -
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MEMBER APOSTCLAKI'S: That's why it's a

t ough subj ect.

MEMBER JOHNSON: -- pick and choose,
pi ck and choose.

Can we get back to the previous slide
for a second? | wanted to nake sure that we're al so
clear on that? Thanks.

So, if you |l ook at those bullets, revise
the 1989 policy statenent on the conduct of
operations, again, you know, if we take that
approach -- if you take that single option that we
provi ded, which was what we need to do on safety
culture, and revise the policy statenent, the
Commi ssion said, no. Now, we don't read that as the
Comm ssion ruling out that possibility in addition
to some of the other things that we do, but that
sole -- that wasn't going to be enough. W believe

MEMBER APCSTCLAKI'S: So they don't want
you to revise the statenments?

VEMBER JOHNSON: Al one, as an approach
to safety culture. The second bullet, you m ght
recall that we revised the -- we issued a RIS on
saf ety consci ous work environnent that provides

gui dance to |licensees on -- in the area of training,
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but expectations, guidance, if you will, with
respect to safety conscious work environnent. And
this option was -- the staff was offering to do
something very simlar for safety culture and the
Comm ssion said no with respect to that. Again, as
a, no, that's not -- don't rely on that as a single
option to go forward. And |I think that we've sort
of touched on the last two, to sone extent, or the
|ast two are pretty self-explanatory. The third
one, I'Il just -- I'Il just nention, that
devel opnent inspection process for systematically
assessing safety cultures is the result of
addi ti onal Agency actions. | think of that sort of
as a diagnostic inspection that we would do at every
plant. So we would go out and sanple plants,
regardl ess of performance. Every plant is, for
exanple, a part of the baseline inspections that we
do and then we woul d cone back and make concl usi ons
about whet her they had problens with safety culture.
And t he Comm ssion was saying, don't do that.

That's not a wise way to approach this. So that --
| think that rounds out --

MEMBER APCSTCLAKI S: Let me ask you
something a little nore general, Mke, and the other

presenters. Safety has been a concern to the
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Nucl ear people fromDay One. In 1947, | believe,
Edward Tell er formed the predecessor to this
Commttee. So we're tal king about nearly -- what,
57-sone years. And we've had sone incidents in the
way, and you know, safety, and the NRC being very
active in all that. Wy don't we have a good safety
culture now? What is it that happened the |ast few
years and then, all of a sudden, this has becone an
i nportant issue? You would expect this industry to
really have a very high I evel of safety culture.
Maybe it does, and maybe we have sone isol ated
incidents that turned out to be pretty bad. But |'m
alittle bit at a loss to understand, you know,

after several decades of worrying about safety, al

of a sudden, we have to worry about people actually

t hi nki ng safety. Do you have any thoughts on that?

MEMBER JOHNSON: | have sone that ']
offer and then I'lIl ask if other fol ks have
thoughts. | think it is true that we have conti nued
to worry about safety and we've done -- we've

continued to revise our oversight, and | know t he

i ndustry's advanced in terns of the way they

consi der safety, safety culture, in terns of what
they I ooked at. And if you look at the -- what the

i nternational conmunity has done, starting with some

NEAL R. GROSS
COURT REPORTERS AND TRANSCRIBERS
1323 RHODE ISLAND AVE., N.W.
(202) 234-4433 WASHINGTON, D.C. 20005-3701 (202) 234-4433




10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

23

of the early docunments, NSAG4, but those docunents
have progressed. Wth respect to us in the NRC, |
think one of the things -- | truly believe that even
t hough we' ve made progress, Davi s-Besse was sort of
a wat ershed event for us because when we created the
ROP, what we -- it was sort of created with the
prem se that if plants have green PI's and green
i nspection findings, we can infer that their safety
culture is okay. And what we -- what Davi s-Besse
taught us is, it's possible for a plant to have
green PlI's and green performance indicators and
still have underlying problens with respect to
safety culture where you find a large -- a hole in
t he head and then, as you pull the string, you find
substantial problens with respect to safety culture.
MEMBER BONACA: Since you brought up
Davi s-Besse, | nean, that's an inportant exanple
because, again, there were no warnings that we saw
fromthe ROP. Have you done an anal ysis of what has
been found later to see if there are indicators of -
- that the safety culture had been -- |ater on, we
concl uded, had been within the plant? | nean, has
an anal ysi s been done to understand specifically?
MEMBER APOSTCLAKI'S:  And what were the

problems with the ROP itsel f?
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MEMBER BONACA: That's right.

MEMBER APOSTOLAKI S: Wiy didn't the ROP
gi ve us sone indication that somethi ng was goi ng
wWrong?

MEMBER JOHNSON: Wl |, and in fact, sone
of that --

MEMBER BONACA: Well, | have a question.
| don't know if an anal ogy has been done to see if
there were indicators and one could have noticed if
we had been sensitized to the inportance of those
i ndicators froma perspective of safety culture?

MEMBER JOHNSON: | think that analysis
has been done. You'll recall that Art Howell -- |
know Art Howell was before the Conmittee, talKking
about Davi s- Besse Lessons Learned. W have -- there
are recomrendations that go to having the staff re-
| ook at the ROP in light of Davis-Besse. And, in
fact, that, | think, is really the genesis, the in-
invigoration, if you will, of attention that really
is what we're tal ki ng about today. Because we know,
|"ve spoken with Art, |'ve spoken with Jim Dyer,
there was a sense -- there is a sense, | think, that
as we know -- | ook now at what we knew then, we
probably didn't do a good enough job in termnms of

guestioning, in terns of docunmenting, in termnms of
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being able to handle it in the process, to bring it
forward to take action. And so that's a part of
what we're doing in ternms of enhancing the ROP to
better treat safety culture.

MEMBER BONACA: But within the ROP, you
al ready had, you know -- you had safety culture in
the environment. It is sonething you |look at in the
i nspections, corrective action programand so on.

So you al ready had sonme el enents that you | ooked at.
From further analysis after the event, | mean, you
found that they were okay or there were indicators
there that really had a degraded corrective action
program for exanple? | don't know.

MEMBER JOHNSON: Well, | guess, the thing
-- the other point | should nmention is, you renenber
that at the tinme of Davis-Besse, the ROP was still
relatively new. W're talking about early 2001 --
or in 2001 we were naking the decision, or in 2002.
So the ROP was a year into inplenentation. So, --
and subsequent to that, we've done a lot. W've
added sone questions specifically to address proper
identification inspection procedure. So we've nade
some changes since then. One of the things that we
plan to do after we figured out all the changes that

we want to nake is to go back to Davi s-Besse and
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say, now, with these changes in m nd, would we have
been better able to address the issues of Davis-
Besse before they resulted in that?

MEMBER APOSTOLAKI S:  But, M ke, ny
guestion was really broader than that. Wy has
there been a deterioration of this, or is it just
that we're finding out now?

MR. COBEY: Let nme take a crack, George.

MEMBER APOSTOLAKI S:  Sure.

MR. COBEY: Cene Cobey. |'ma Branch
Chief in Region One. The last tine | spoke before
you was when you were in Region One and | was the
SRA, so | was talking a | ot about PRA and that kind
of stuff. So thisis alittle different for ne.

To go to your question, CGeorge, | think
t he Nucl ear industry and the NRC has, over the
years, devel oped and has placed a priority on
safety. Most facilities do have a healthy safety
culture, all right. But over the years, if you | ook
back, there has been those discrete plants that have
been in the previous processes, |abeled as watch
list plans or whatever. They were the cyclical
pl ants and the perennial perfornmance problem plants.
And we dealt with those perfornance problenms within

the processes that existed at the tine.
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| would say, given ny experience with
some of those plants, and ny invol venent recently
here with safety culture, it's a fair assessnent to
| ook back and say, underlying those perfornmance
probl ens, although we didn't recognize it at the
time, safety culture was really at the heart in
driving nmuch of that perfornmance problem and we
just didn't recognize it and call it that at the
time. We |ooked nore at the outputs and didn't get
as nmuch into what was causing it. And as an
i npl enenter in the field, an individual that deals
with licensees, frommy perspective, there's been an
evol ving recognition over the past few years that
there is something to neet where we | ooked before,
and that's the safety culture that, does the utility
put safety first and how in which they do that, and
do they do that as an organi zation? Do they do that
as individuals? Do they do that as |eaders? And if
the do not, over tinme, it will deteriorate. And
it's those plants that do not recognize that and do
not prevent that that ultimately becone those plants
t hat have performance probl ens.

So, | would say, to answer your
guestion, the majority of plants do have a healthy

safety culture. But | think what we recognize is
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t hose plants that we previously thought were

per formance problem plants really, probably at the
end of the line, the heart of it, really had a weak
safety culture.

MEMBER SIEBER | think one of the
factors that's very inportant is that the standards
that an organi zation sets for itself, you know,
basically the whole industry is self-regulating.

And you're | ooking at perfornmance indicators |ike
the performance of mtigating systems and so forth.
But those kinds of problenms conme far after the
deterioration of the culture itself. If you have an
organi zation that has becone | ax and doesn't -- is
not inquisitive, has relatively |low standards, it'l|
have a nobdest anmount of corrective action work
orders. And so froma perfornmance standard, if
that's one of the things you' re neasuring, it |ooks
pretty good. The problemis that there's a
catastrophe awaiting in the wings for an

organi zation that's basically lazy and it's the
managemnment that sets that tone. So | think that you
can have a plant whose culture is deteriorating.
It's sort of a sleeper. You may not be able to pick
it out right away, and that's why this Agency has to

be proactive in | ooking at those kinds of things, so
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that it can flush out where the standards are | ow,
where the degree of inquisitiveness of enployees is
low. | think there's been inprovenents over the
| ast 30 or 40 years conpared to what | remenber from
the 1960's. But we're not there yet.

MEMBER BONACA: Ckay, why don't we see
where we go.

MEMBER APCSTCLAKI S:  How many sl i des
have you got there?

MEMBER JOHNSON: W can get through this.
This is not a problem

MS. SCHOENFELD: Okay. So we had these
directions, the direction to do sonething to enhance
the ROP, to get it to lead into a safety culture and
we took a number of steps. Initially,
organi zationally, we established a Safety Culture
Steering Conmttee, which M ke Johnson, chairs. W
established a Safety Culture Working Goup and a
Support Team Recently, we have a Regional Team | ed
by Gene Cobey with representatives fromeach of the
regions to assist us in this work.

One of the first things the Wrking
Group did, one of the first activities was to do a
conprehensi ve review of safety culture and its

features, and this includes the international
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comunity, industry, to identify what is generally
t hought as being inportant features of safety
culture, or those characteristics and attributes
that make for a safety culture.

Next -- we had been working on that, and
in Cctober, we issued a Conm ssion paper, the Status
of Safety Culture Initiatives and Schedul e for Near
Termto deliverables, and we -- which addressed our
activities, provided a status of what we had
acconpl i shed and provided a schedule. That was an
i nformati on paper. The Conmm ssion has turned it
into a notation code paper and we're now awaiting
the SRM on that paper.

But since then, we have -- we had a
neeting in August, a public stakehol der neeting in
August. W had one in COctober and we had a 2-day
neeting in Novenber and we had one yesterday.
Fol Il owi ng the Cctober neeting, we have taken a fresh
start in working with our stakeholders and in
devel opi ng an approach to enhance the ROP. GCene
Cobey wi Il be tal ki ng about that approach in ternmns
of what we have identified with our stakehol ders as
bei ng responsive to the Comm ssion's direction in
t he August SRM

Wth that, |'ll turn it over to Gene.
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MEMBER JOHNSON: | think --

MS. SCHOENFELD: Are there questions?

MEMBER BONACA: Just one question. It
seens to nme that, you know, if you really want to
| ook at safety culture issues, which are really
behi nd performance, | nean, they really -- that's in
the nonthly record of influencing their own
per f ormance, you have to have an intrusive process.
| nmean there is no way that you cannot be intrusive.
But it seens to ne that all this direction that is
approved di scourages intrusiveness and, in fact, the
f eedback you also get fromthe industry is, you
know, don't come too cl ose.

M5. SCHOENFELD: Wwell, | --

MEMBER BONACA: So maybe as you go

t hrough your presentation, you may want to address

t hat ?

MS. SCHOENFELD:  Yes.

MEMBER BONACA:  You know, put this too
much constraint on. | nmean, you nay not be able to
devel op anything newif you try to stay on -- and

you' re kept that way.
MEMBER JOHNSON: Yeah, | think --
M5. SCHOENFELD: Gene will--

MVEMBER JOHNSON: | think Gene will cover
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t hat .

MEMBER BONACA: (Ckay.

MEMBER JOHNSON: | do think there is a
way, in terns of what we | ooked at and being
intrusive, if you will, some of that intrusiveness,
| think, does belong to the industry legitinmately.
Some of it belongs to us, and so we've got to figure
out where that is. And | think there is a way,
actually, to get there to be -- to better approach
it.

| don't want to minimze -- | do want to
tell you that this "FRESH START," or this bullet
t hat says, "FRESH START," the Conm ssion had a
neeting with the staff to tal k about Davi s-Besse
Lessons Learned and primarily they were intending to
focus on the Lessons Learned Corrective Action
Program that the staff has devel oped. The staff
went through its presentation and at the end of that
presentation, the Conm ssion, |ed by Comm ssioner
Merrifield, but joined by some of the other
Comm ssi oners, said, hey, you know, Staff, we think
you' re headed off on the wong path with respect to
safety culture. And they were referring to what's
in that paper there that |sabelle nentioned, that

Section 050187. And so this FRESH START was t he
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Comm ssi on saying, "Go back to Gound Zero in terns
of how you think about advancing safety culture to
neet the direction that we gave you on the bullets
that we covered earlier." Re-engage with
st akehol ders. And so what you hear Gene tal k about
is going to be how we went back, re-engaged, and
where we are today. But | don't want to mnimze
the point that the Conmission really, really gave us
a strong nessage to stop and re-engage with
st akehol ders.

MEMBER BONACA: (Gene?

MR, COBEY: GCkay. On Novenber 29'" and
30'", we held a 2-day public meeting with a fairly
| ar ge nunber of external stakeholders. It was a
very productive neeting. During that neeting --

MEMBER APOSTOLAKI S: Can you nane a few,
Gene? Wio were these people?

MR. COBEY: Billy Garr, Dave Lockbaum
Paul Bl anche, NEI, INFO, Dave Collins. W held it
in Two Wiite Flint Auditoriumand there was a
heal t hy col |l ecti on.

MEMBER APOSTOLAKI S:  Good.

MR. COBEY: And it was a very diverse
set of news on safety culture and what's inportant.

W -- the neeting was facilitated by Chip Caneron,
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and because of that, we were able to --

MEMBER APCSTCOLAKIS: Wio is this person?

MR. COBEY: Chip Canmeron is --

MS. SCHOENFELD: NRC O fice of Ceneral
Counsel. He's a Facilitator for NRC

MR COBEY: So we had a successful
neeti ng where we discussed the definition of "safety
culture"” and what's inportant about safety culture.
W di scussed our current activities, both NRC as
well as industry activities, and di scussed how t hey
cover safety culture today, w thout changing
anything. Fromthat, we identified what were the
areas that we could enhance, both our processes and
the industry processes, to nore effectively cover
safety culture, commensurate with the guidance the
Comm ssi on gave us, which we've previously tal ked
about .

And then the | ast big achi evemrent was we
devel oped the potential conceptual approach. W had
come into the neeting with about ten conceptual
approaches that had been identified by various
st akehol ders, and through the process of review ng
and di scussi ng those, we devel oped a new approach
that took into account various people's views, what

peopl e thought was inportant to acconplish, and
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consistent with the Conmm ssion's gui dance, and that
was now referred to as Option G So you'll hear
Option Greferred to, and that is the conceptual
approach that was devel oped during that 2-day

neeti ng.

MEMBER APCSTCLAKI S:  Now can you tel
us, in your view, what was the nmjor disagreenent at
that nmeeting? WAs there a point where there were
two diverging views? Because you had an interesting
m x of stakehol ders.

MR. COBEY: Actually when we left that
nmeeting, | would say we had consensus or alignnent
on every issue. But we had general agreenent on how
to proceed forward on all issues.

MEMBER APOSTOLAKIS: Is that right?

MR. COBEY: Now, if you |ook at the
vari ous stakehol ders, take an industry stakehol der,
there would be a bias to having | ess intrusiveness.
Ckay. If you have an external stakeholder that's
had an intervener type of history, there's a bias to
nore intrusiveness. But | would say when we |eft
that nmeeting, we had general agreenent in proceeding
down a path, which we'll talk about as Option G So
it was a fairly successful neeting. And, as you

know, the devil's always in the details. W got
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general agreenment on a conceptual approach and we
have -- which I'll describe, and we have a neeting
next Thursday to tal k about the next |evel of
detail .

MEMBER APOSTOLAKIS: Wiy is it "G?" Is
there an "A/" "B," "C' and "D'?

MR. COBEY: Those -- where the approach
is comng into the neeting, A through F, and "G
j ust happened to be the next letter in the | oop.
Hopefully, we stop at "G' and nove forward and not
end up at "M" "N' and "O"

MEMBER JOHNSON: Just al so very quickly,
if I can add, one of the things that | think maybe
fields some of the discussion, the differences in
perspectives was, we found that there isn't really,
there wasn't really a good understandi ng on
anybody's part, | think, or on a lot of folks' part,
with respect to what is currently being done rel ated
to safety culture. So it was very productive for us
to tal k about how the ROP currently -- how t he ROP
currently treats things that have a bearing on
safety culture, what the industry's done with
respect to safety culture since Davis-Besse. |
t hi nk that hel ped everyone have a better

understanding with respect to where we are, and
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formed a basis for us better understandi ng where we
are to go.

MEMBER APCSTCOLAKIS:  You can actually go
beyond the ROP. | mean when we visited the region

and we got several letters that you guys could send

to --
MEMBER JOHNSON: The spec letters?
MEMBER APCSTCLAKI S: They were pretty
interesting. | nean, they really went beyond what |
expect ed.

MEMBER JOHNSON: Ri ght .

MR COBEY: And when we tal ked about
this in the public neeting, we tal ked about the ROP
but we al so tal ked about other processes that the
NRC uses to regulate reactor facilities. So we did
specifically talk about, for exanple, the allegation
process. And you'll see that in nmy presentation a
l[ittle bit further on.

MEMBER APCSTCLAKI S:  Very good.

MR. COBEY: One thing that we did decide
as aresult of that neeting is that before we had
t he pl anned Decenber 15'" meeting, that we were
going to tal k about details. W needed to have
anot her neeting to talk about what's inportant to

safety culture to conme closer in alignnent because
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you need to decide what's inportant about safety
culture before you deci de how you're going to
address those things, and that neeting was held
yesterday. So after | get done tal king about Option
G I'lIl briefly cover that neeting from yesterday.
Option G Wien we tal k about the
options, we like to talk about it using a 4-el enent
framewor k because each of these elenments is
i nportant and you can't specifically tal k about one
wi t hout tal king about the others to you get an
under standing holistically of how you're going to
address a safety culture. And those elenents are
i nformati on sources, how you docunment, how you
assess and what follow up actions you take.
So in the area of information sources,
Option G woul d | eave our plant status activities
performed by our resident inspectors unchanged. It
woul d | eave the baseline inspection procedures
| argel y unchanged. There is one significant
exception, and that is Inspection Procedure 71152,
which is the Problemldentification And Resol ution
| nspection. W woul d enhance our Special |nspection
Procedures, and these are the event foll ow up
procedures, such as Special Team I nspections or AlT.

The NRC I nspection Investigations of Allegations
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woul d remai n unchanged, and this is inportant. This
is how we woul d have traditionally, and how we woul d
continue to address concerns brought to us about
chilling effect or discrimnation retaliation, and

t hose sorts of things. W would al so | eave the fact
that i nspectors would identify cost-cutting aspects
of findings unchanged.

You'll notice a piece that is an
information source. It's not on ny list and that's
the ROP does include a PI Program but we --
currently there's not any concept of incorporating a
revision to Pl's or bringing that into our
di scussi on about safety cultures. So, we won't --
we tend not to discuss that.

Docunentation. Currently when we
interface with utilities, we do so via docketed
correspondence. |Inspection Reports, letters, joint
effect letters, those sorts of things. W would
expect that that would remain unchanged. W would
not introduce a new vehicle for comrunicating with
the licensee or nmenber of the public.

MEMBER APOSTOLAKIS: 1'd like to
understand the sub-bullet that says, "Inspectors
identify those aspects.”

MR. COBEY: (kay.
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MEMBER APOSTOLAKI S: | s that consi stent

with the earlier statement that we will train

i nspectors? Do they know al ready what to | ook for?
MR. COBEY: Let nme try and answer that

guestion this way. Currently, what we do, an

i nspector goes in the field and perforns an

i nspection procedure. He identifies a performance

deficiency. Part of his characterization of that

performance deficiency, if it's nore than a mi nor

deficiency, would be, one, to determ ne whet her

there is a driver of that perfornmance deficiency

that has a relationship or an axis with one of the

cross-cutting issues, which are human performance,

probl emidentification resolution, or safety

consci ous work environnent. |If there is, then the

docunentation of that in the Inspection Report, the

i nspector, part of his docunentation -- his or her

docunentation would be to articulate that the

i nspection finding had a cross-cutting aspect in the

area of, say, human performance. Say, it was a

failure to foll ow procedure type of violation that

was nore than minor. You would say that the

i nspectors determ ned that there was a crosscutting

aspect in the area of human perfornmance because the

non-1licensed operator failed to follow this
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procedure, which was determ ned to be a personal
error. Al right?

And then in the assessnent process,
there's a framework by which a review of those
fi ndi ngs which have been previously determned to
have an aspect in that crosscutting area, are
eval uated to determ ne whether a substantive cross-
cutting issue exists. Ckay.

What we're articulating here is that
process woul d remai n unchanged. Now, your point
about whet her the inspectors would need to be
trained to know how to do that, the answer is yes
and no. W don't have to train themon the

framewor k because they're already doing it. Yes, we

will likely have to train themif we nodify the
crosscutting areas that -- and the definitions and
what's assuned with themthen, which I'll get to in
a m nute.

So the answer is, yes, we'll have to

train them but not on how they do it.

MEMBER BONACA: But just on the sane
subj ect, you know, for exanple, one of the things
that the ROP doesn't do is to count repeat events.
For exanple, what | nean is that the ROP eval uates

an event for what it is.
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MR. COBEY: That's correct.

MEMBER BONACA: [It's perfornmance- based
and makes a judgnent. It's significant, it's not
significant, and dispositions that. Now, you know,
we have rai sed before the issue of because of this
| ack of what happens when you have a repeat event,

whi ch neans this is not in a |lowlearning

organi zation. | nmean, sinply low | earning from your
m stakes. That's a typical, | would characteri ze,
as a safety culture issue. Are they -- do they have
procedures to -- to identify that? Do you keep a

count of those? Do you look at the simlarities
bet ween events that happen?

MR. COBEY: Let ne try and describe a
case. Say, the facility event occurs due to I NC
techni ci ans skipping a step in a calibration that
results in a reactor spraying. Potentially, a risk
significant event. Say, it's determned to be a
green finding for failing to foll ow procedure, has a
crosscutting aspect in the area of human
performance. Three nonths |ater, they' re performng
that activity again. They performthis, they make
t he sane m stake, they have a subsequent trip.
During the -- and all things are essentially the

same. In that case, likely, you -- the inspector
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woul d determ ne that there was a findi ng agai nst
Criterion 16 of Appendix B for corrective action.

MEMBER BONACA: (Ckay.

MR COBEY: And then he woul d determ ne
that the -- that it had a crosscutting aspect not
only in human performance, but also in problem
identification resolution because they didn't
correct the problem So the enphasis on that
probl em woul d be corrective action.

Now in terns of --

MEMBER BONACA:  You need to give ne an
exanple for, one, the results are already green.
What if it's not a green? | nmean, it's sinply that
there's nothing significant and, yet, it gets
repeat ed again and agai n because the culture in the
organi zation is | ax.

MR. COBEY: kay. In the case of -- for
the finding I gave you just a second ago, we don't
count those in terns of, you know, if you get five
of those, that it would becone -- instead of being a
green issue, it would beconme a white issue. W
don't aggregate themthat way. But what we do have
is we have a process that says if you have a
sufficient nunber of findings that are nore than

m nor that have a conmon causal relationship, and
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the NRC has a concern with their addressing the
probl em or the progress in addressing the problem
then we can identify a substantive crosscutting
issue. So there's that process. But it's not based
on a strict count.

Now with regard to mnor, as you
nmentioned, currently the process says if a problem
is identified as mnor, okay, when there's certain
criteria for that, that it does not get docunent ed.
It does not get incorporated into the assessnent
process. Hence, a recurring mnor problemwould
stay below the threshold for NRC engagenent and we
woul d expect the utility to address it. Wat's
important here is, one, the criteria for mnor is
even if it occurred repetitively, it wouldn't create
or could not create a nore safety significant
concern. If it could, then it would not, by
definition, be mnor.

MEMBER BONACA: | know. |'m nore
worried about the trait that characterizes the
organi zati on as being | ax and saying, yeah, this is
not inportant. So, therefore -- and, you know, that
kind of nmentality allows then the degradation of
nore inmportant things. | would point out a concern

t here because many of these things, again, are bel ow
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the detection, the way there were at Davi s- Besse.

MR. COBEY: | think the phil osophy that
Option G continues to operate under is the one that
exists within the ROP and that is if there's an
under |l yi ng performance problemthat's resulting in
m nor issues or issues of very |ow significance,
that the licensees would be expected to identify and
correct those. And if they don't, then they result
-- they will ultimately result in nore significant
i ssues, at which point we would engage in a graded
approach as the significance increased in a nore
aggressive fashion to hopefully bring themback to a
poi nt where their performance was bei ng good.

CHAI RVAN WALLIS: | have a question for
you. M ke nentioned Davi s-Besse as being a
wat ershed. You're |eaving an awful | ot unchanged.
You' re enhancing a few things. |Is there any
i ndi cation that what you're doi ng woul d have hel ped
di agnose the Davi s-Besse situation, if it would have
been in place at the tinme?

MEMBER JOHNSON: | think that's a good
guestion. That's -- | tried to indicate earlier,
think one of the things that we have to do at the
end of this is to go back, particularly on this

area, for exanple, of docunentation where we said
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we're going to | eave unchanged our treatnent of
mnor violations. |If we look at all of the changes
that we're going to propose and we go back and we

| ook at Davi s-Besse, would we have gotten to a point
where we woul d have been nore concerned?

CHAI RVAN WALLIS: That's sonething --
that's where the fix is needed.

MEMBER JOHNSON: Right. And we're going
to look at that. | will tell you that ny gut is
j ust based, based on conversations that |'ve had
with folks like Art Howell and Jim Dyer is, that we
will find that there are things that shoul d have
been -- woul d have been above threshol d, should have
been docunented, woul d have -- should have been
captured, could have been captured, that would have
resulted -- but that's the test. That's the -- the
proof is in the tasting.

MR. COBEY: W need to recogni ze, too,
that when | say "unchanged," |'mtal king about
unchanged post to Davi s-Besse inprovenents that have
al ready been made. All right. There's been a
nunber of enhancenments to the existing inspection
procedures and the ROP assessnent process to address
the issues, which were identified by the Davi s-Besse

Lessons Learned Task Force. But |I'mtalking about
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unchanged after that as opposed to pre-that. But
Mke is right. W have plans to do a -- for |ack of
a better way of describing it -- a test programto
eval uate using historical plants, the proposed

opti on.

MR. COBEY: So in the assessnent piece,
this is where we start tal king about the neat and
pot at oes of --

CHAI RMAN WALLI'S: The interesting thing
about Davi s-Besse, is that there nust have been an
awful | ot of enployees that knew what was goi ng on,
but somehow the inspectors didn't. And everybody
knew. Everybody knew, but didn't do anyt hing.

Vel |, okay. You were going to check that out
anyway.

MEMBER JOHNSON: Well, yeah. The Agency
is working on it and continues to work on aspects of
what was known and not known in Davis-Besse, and
it's sort of separate fromwhat we'll tal k about
here, but -- let nme just leave it at that, if | can.

MR. COBEY: The NRC s assessnent process
is described in Manual Chapter 0305 and our
intention in Option G would be to | eave the
framework | argely unchanged. There are some ninor

changes. W think that they're relatively m nor and
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incremental. And the notable ones are we woul d

adj ust the crosscutting issues to nore closely align
with what's inportant to safety culture. And what
we mean there is currently, we have three
crosscutting areas: hunman performance, problem
identification/resolution, and safety consci ous work
envi ronnent. Underneath problemidentification and
resolution, there are three bins: they are
identification evaluation/corrective action, and

t hen under human perfornmance, it's resources,

per sonnel and organi zation. And there's a
definition for those. But given our study of safety
culture that's ongone by the working group for the
past year and a half, we've identified approximately
15 to 16 itenms, which are inportant to safety
culture. Sone of those things fit within our
construct of cross-cutting issues nicely and they
nore -- if we were to revise the cross-cutting area
definitions, they would nore closely align with
what's inportant to safety culture, So, for

exanpl e, you m ght see problemidentification and
resolution. Instead of it being -- the nake-up of
that being identification/evaluation resolution, you
m ght see sonething along the |lines of operating

experience, self-assessnent, corrective action
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program as being the three things about problem
identification/resolution that are inportant, et
cetera.

The details of this is yet to be
finalized. W have a neeting next week to talk
about it. But that's what we nean by naki ng an
adjustment to the crosscutting issues.

MEMBER APOSTOLAKI S:  You nenti oned
resources and this cones back to the issue of
i ntrusi veness.

MR. COBEY: Right.

MEMBER APCSTCLAKI S: As you know,
starting with the IEA s report of whatever years
ago, they raised the issue of safety culture. There
have been nunerous papers and reports that talk
about safety culture and so on, what's inportant,
and resource, of course, is always one inportant
thing. And I'mnot saying that it's not, but isn't
t he busi ness of the regulator already to | ook at
resources?

MR. COBEY: It depends on how you | ook
at it. If -- 1 don't think there would be an
intention on the NRC s part to go review |licensee's
busi ness plan and the decisions they make in the

financial arena. Okay. But what we do |l ook at, is
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if you | ook at the way the conmunities define what
resources neans?

MEMBER APOSTOLAKI S:  Yeah

MR. COBEY: There are outputs. Are
their training processes adequate? Are they
provi ding then? Are they providing adequate program
and procedures? Basically, are they providing the
neans for the organization to be successful? | nean
there is an eloquent definition of it. One of the
areas where we mght look at it is when you're
| ooki ng at perform ng inspections, and you find that
the operators performed a task, and there was an
adverse consequence. You pull the thread and you
find out, well, the procedure was inadequate. They
foll owed the procedure, but it told themto do
something incorrect. Well, when you' re asked the
guestion, "Well, why was the procedure inadequate?"
you find out it's been in the procedure backlog for
five years to be corrected, and there's a very |arge
nunber of procedure revs. And the utility hasn't
addressed that. Okay, they've just let this problem
linger. Well, that would be an outcone that we
woul d be interested in and we could identify as the
cause -- or an inportant aspect of what's -- of this

i nadequat e procedure violation.
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MEMBER APOSTOLAKI'S:  But it's not
necessarily an issue of resources. W don't care
why it was five years in the backlog. W care about
the fact that it was there for five years. \Wether
they didn't have adequate resources to nove it up or
whet her sonmebody was negligent is none of our
business, is it? |It's really perfornmnce-based
again, but with a broader definition of performance.

MR. COBEY: Right.

MEMBER APOSTOLAKIS: | think it is. |
don't think we should get into these --

MEMBER JOHNSON: | think it is
performance -- | think it is perfornmance-based, and
in those instances where we find that at the root of
this thing, this procedure having been in the
backl og for five years, at the root of this -- the
fact that training wasn't done and because t hat
training wasn't done, people couldn't performtheir
-- it points to resources. That's what we're
tal king about in terms of |looking at it froma
per f or mance- based perspective as opposed to going
out, review ng our business plan, |ooking at how
they plan to make capital investnents and those
ki nds of things.

MEMBER APCSTCLAKI S:  But why woul d you
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want to use the word "resources?

You are | ooking at sonething specific that is

t angi bl e and perfornmance-based, so why it happened -
- this has been the major problemw th safety
culture, you know, over the years. That people are
very reluctant to get into why did this person act
this way. | nmean, it's none of our business. The
fact that he or she acted that way is our business
if it's safety related. So, | wouldn't use the word
"resources.”

MEMBER JOHNSON: That's fair. | wll
poi nt out that we certainly want the licensees in
their self-assessnents, we know that the industry in
terns of what | MPO does in their evaluations, for
exanpl e, | ooks at resources. |If --

MEMBER APOSTCLAKI S:  Sure.

MEMBER JOHNSON:  And so, to the extent
there's a performance problem and the |icensee does
a root cause and points to resources, we want to --
we need to be able to understand that in the context
of what it means with respect to safety culture. W
have -- but | take your point with regard to the
term"resources."

MEMBER APCSTCOLAKIS:  Are you going to

tal k about what you expect the licensees to do?
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MR. COBEY: Yes.

MEMBER JOHNSON:  Yes.

MEMBER APCSTCLAKI S: (Okay. Because one
guestion there -- nmaybe later, we'll discuss it --
is how nuch of the findings do you want to know?

MEMBER JOHNSON:  Ckay.

MR. COBEY: The second envisioned change
to the franework would be to include the outputs of
the allegation and traditional enforcenment processes
as inputs into the assessnent process. Right now,
for exanple, an allegation output nmight be a
chilling effect letter to a facility. And there's a
direct relationship with cross-cutting areas and
what we do within the ROP, yet the two processes
aren't tied together as well as they could be. So,
there's an envisioned inprovenment in the reactor
oversi ght process to better |ink those.

In terns -- and this, hopefully, wll
get to -- Gary, | think you're interested in --
CGeorge, and that is followup. You know, right now
what we do in the area of crosscutting issues, if we
have a recurring substantive crosscutting issue,

t hat means a substantive cross-cutting issue at a
facility has been identified in two or nore

consecutive assessnent cycles. So that would be a
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m d-cycl e and end-cycle or an end-cycle and ni d-
cycle. The process allows the NRS to request that
the facility provide corrective actions and/or to
nmeet with us in a public neeting to discuss their
actions to renmedy their problem One additional
option, where Option Gwuld allow us, the NRC, to
request, in these cases, the |icensees to have an
assessment safety culture perforned.

CHAI RVAN WALLI'S: By whom and how do
you do it? By whom and how do you do it? | nean,
how do you assess safety culture? 1s the NRC going
to doit? O a consultant in safety culture, or
what ?

MR. COBEY: The details of this, really,
t he subj ect of the December 15'" neeting, the
envision here is it would either be done by the
licensee or be done by an independent party --

CHAI RMAN WALLI' S: I NPO al ready does
this, right?

MR. COBEY: Yes, they do. They do it
within the context of their process.

MEMBER JOHNSON: But this would be a
specific foll ow up assessnent, outside of the
regul arly schedul ed | MPO eval uation, for exanple, if

t hey chose to use IMPO.  This would be the |icensee,
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us requesting the |icensee, you either |ook at your
safety culture, do an assessnent, or find sonmeone
else to do it for you

CHAI RVAN WALLI'S: But |1 MPO al ready does
that, don't they? But that's not available to you?
Their assessnents are not available to you, is that
right? | thought I MPO regularly assesses safety
cul tures.

MR. COBEY: They do.

MEMBER JOHNSON: | MPO does eval uati ons
and they built into those eval uati ons an assessnent
of safety culture. They're done at a regul ar
frequency of plants, and we do have access to them
The residents can read themon site. W can go to
| MPO Headquarters and read them W don't docunent
those -- we docunent our review of those. W don't
foll owup on corrective actions identified by those.
But this situation is -- could be where a plant is
here. W've identified that there's a substantive
crosscutting issue in tw cycles and let's suppose
that there hasn't been an | MPO eval uation, or there
isn't one planned. Wat we want to make sure of is
t hat because this issue has existed for a couple of
cycles, that they do one. So that's really what

we're going after. They can use | MPO. They can use
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what ever they woul d choose.

MEMBER APOSTOLAKIS:  Well, | don't know
about that. | mean, there is a question here
whet her the assessment process is found adequate by
you. | nean just because sonebody goes and does an
assessment on safety culture, they may conme back
with very good results or they may cone back with
very poor results. Like if they distribute a
guestionnaire to their people and say, "Do you put
safety first?" Wat do you think the guys are going
to say? So, 99 percent say, "Yeah, we put it
first.” Okay. W have a good safety culture. On
t he other hand, there have been, you know, sone
peopl e who have studied this nore seriously and they
have questions and all that. Shouldn't you say --

MR. COBEY: Actually, the current
process allows the NRC, when we ask themto provide
us their corrective action, right now, the way in
whi ch we would follow up on those is DSR | nspection
Procedure for Problem Identification/Resolution,
71152. So we woul d envision that that franmework
woul d remai n unchanged, that when they got done with
their assessnent, whether they did it thensel ves or
they requested a third-party contract organization

or IMPOto do it, we would anticipate that we woul d
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review the results of that self-assessment for
reasonabl eness. First, the details about what
constitutes an adequate assessnent, self-assessment.
You know, those are good questions and they haven't
been worked through yet. That's part of Decenber
15'™ s meeting and subsequent neetings. And you'l
see as we nove on and we get into a situation where
we nove across the Action Matrix and we get into a
nore graded approach, that issue is going to arise
repeatedly. So it is an issue that we have to

addr ess.

MEMBER APCSTCLAKIS: Right. But also,
think, it was raised a little earlier -- okay.
Suppose they have an assessnent process that you
i ke. Another inportant question is, what should
they tell you? | mean, | don't think we should
demand that we shoul d know everything they find.

MEMBER JOHNSON:  Well, let ne just say,
to the extent we've issued a letter that says we
bel i eve you've got a substantive cross-cutting issue
and that issue hasn't been addressed, hasn't gone
away, and they do a self-assessnent, we are, as Cene
indicated -- we've got a letter on the docket. W
need to close that letter out, do sone foll ow up.

MEMBER APOSTCLAKIS: Ckay. So it
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specifically --

MEMBER JOHNSON:  So we're going to | ook
specifically at what they find and we're going to
satisfy oursel ves before we finish.

MEMBER APCSTCLAKIS: That cleared it up
alittle. That's a reasonable thing to do. Because
if you -- you have to nake sure to them-- certain
to themthat you don't want to know everything they
find because then, of course, you know, that's the
Hei senberg effect.

MEMBER JOHNSON:  Ri ght .

MR. COBEY: One of the big chall enges
here is when you | ook at, whether a safety conscious
wor k environment or safety culture, you have to be
careful how you conmunicate in a public arena the
results of the findings because you certainly don't
want the public nature of the findings to create an
adverse effect. So that is a challenge before us.
W' ve had to cross that bridge before with specific
facilities.

MR. PONERS: | guess | don't understand
then. |f you found out that things were an absol ute
di saster, you wouldn't want the public to know about
t hat ?

MR. COBEY: No, the case that |I'm
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tal king about is the case, for exanple, where you
found out in a certain organi zation on the plant --
within the plant that there was an unwillingness to
rai se i ssues because of whatever reason. The
relationship with the supervisor has deteriorated
and he's nade statenments and taken action, which has
created a chilling effect. You have to be careful
how you articul ate that because

what you don't want to do is then create an

envi ronment where those individuals feel |ike

t hey' ve been | abel ed and then are reluctant to even
speak to the NRC. So where the consequence of the
action doesn't specifically identify individuals
that | abels themand creates a chilling effect in
and of itself. So it's a difficult balance that the
NRC wal ks when t hey speak about these issues.
Because, you're right. W have to articul ate that

t he probl emexists, but we have to do it in a way
that it doesn't adversely affect the individuals and
create a problemin and of itself.

Ckay. So the next -- as plant
performance deteriorates, it is anticipated that it
woul d nove fromleft to right and across the Action
Matrix. The first colum over would be for a white

finding. The Regul atory Response columm or the
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Action Matrix. W envision only a m ninal change in
this followup action and that would be to enhance
the current supplenental inspection to validate when
the |icensee does its root cause, that it addresses
what's inportant about safety culture. And if it
determ nes that those were drivers to the
performance problem that it has appropriate
corrective actions in place. W do that already.

W woul d just anplify the existing guidance to
ensure that it makes clear what's inportant to
safety culture.

As the facility noves across to the next
colum, the Degraded Cornerstone colum or the
Action Matrix, this would be, say, where there's two
white findings in the sane cornerstone. W would
perform an I nspection Procedure 95002. There, we
| ook at the perfornmance drivers for each of the
performance issues, as well as cunulatively. Here,
we woul d enhance the procedure to deternmine if
safety culture attributes were a driver. And the
conceptual approach would be if the NRC identifies,
and the licensee did not, that the safety culture
attributes were a driver, we would then request the
I i censee have an i ndependent assessnent of safety

cul ture perforned.
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MR. KRESS: What formwould that request

t ake?

MR. COBEY: Currently, the framework is
if we identify, in our 95002, that the root cause
eval uati on was i nadequate, we articul ate the reasons
why it's inadequate and nmaintain that finding open
until they address the inadequacies. So when our
cover letter docunmenting the results in the 95002,
we woul d articul ate why we found the root cause to
be i nadequate and request that they have an
i ndependent assessnent of safety culture perforned.
The reason is because we would not want it to be a
sel f-assessnent woul d be we have some concerns
inherent in their ability to assess their
performance, given the data on the table, which was
they didn't do a good job the first time. So that's
why we woul d request the assessnent be independent.

MR. PONERS: | guess | don't know how
you do this nmechanically. First of all, it seems to
nme |i ke they have an independent assessnent of
safety culture at any tinme you woul d request one. |
woul d just say, oh, |'ve already done that. Here's
my | MPO assessnent. Wiy isn't that adequate?

MR. COBEY: The INPO s assessnments are

not done nore often than every two years. W would
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have to look at it in terns of context to
relationship of tine and what was addressed. |If,

for exanple, the performance deficiency in question
occurred in January, we came in to do the

suppl emental inspection in May, and they had an | MPO
assessment done in April that addressed the problem
| don't -- we would not be requesting themto do
anot her one. W would just eval uate the one that
was done. And if it addressed the problem and was
adequate, we woul d nove on

Now - -

MR. PONERS: But suppose they don't --
suppose they had it done in July the previous year,
and so you said, "Gee, we want you to do an
i ndependent assessnent.” Again, |'mtroubl ed about
the -- what exactly constitutes independence here.
If I call up ny buddy, Tom Kress, and | say, "Tom
come and check ny safety culture, and oh, by the
way, Tom when you're checking it, renenber if you
get in trouble with this, I"'mgoing to get to cone
i nspect you." Does that constitute an independent
safety cul ture?

MEMBER JOHNSON: Let nme -- | know where
you're going. | would say that's not been our

experience. W've had a |ot of successes in Agency
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wi th i ndependent safety assessnent, safety culture
assessnent, or safety consci ous work environnent
assessnments. But we do have to nake a case-by-case
determ nati on about what are the nost recent

i ndependent assessnents that the licensee will be
trying to get credit for. Didit -- could it have
captured the issues that we think have bearing,
current bearing, if you will, on safety culture? W
have to make that decision in terns of deciding

whet her or not -- what the independent assessnent
that they woul d be supposing to do and where doing
anot her i ndependent assessnment woul d be sufficient
to us. We've got to decide that based on the
specific circunstances. But in general, we think

i ndependent assessnent is often nore valuable -- we
need to rely on the independent assessnent because,
as Gene indicated, we've gone from situations where
they had all greens perhaps and just a substantive
cross-cutting issue to a point now where they've had
a nunber of -- at |east two perfornmance issues that
are -- one that's particularly risk significant, and
so what ever self-assessnent they woul d have done, we
have to be a little bit skeptical about, | think,
because they didn't -- whatever they | ooked at

didn't capture the probl ens perhaps as they woul d
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have related to safety culture.

MEMBER SIEBER | take it that the | MPO
pl ant eval uation, at |least fromny experience, is
not a safety culture assessnent?

M5. SCHOENFELD: Part of it is. They
now - -

MEMBER SI EBER. There are sone aspects
that typically --

MS5. SCHOENFELD: -- to safety cultures.

MEMBER S| EBER:  Even now, it does not?

MS. SCHOENFELD: Yes. Yes, it is. Now
the plant evaluation includes safety culture as part
of the evaluation. |It's one of their areas in the
per f ormance objectives and criteria --

MEMBER S| EBER:  Si nce Davi s- Besse?

M5. SCHOENFELD: Yes. Tony Harris from
NEl is here.

MR HARRIS: Yes, ny nane is Tony
Harris. 1'ma loanee to NEI fromthe STARS Alliance
and | have been on | MPO eval uations and also a
coupl e of industry-driven -- | don't know if you're
famliar with the Uility Service Aliance Strategy
for performng the safety culture assessnments. |[|'ve
done a coupl e of those and been the recipient at ny

station of one of those. |MPO has made the industry
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work together to | ook at Davis-Besse. |In post
Davi s- Besse, we identified 16 changes specific to
how we assess and address safety culture through the
eval uati on processes, the training processes, the
assi stance and even the operating experience. Al

t he four cornerstones of |INPO were | ooked at and
addr essed.

Specific to evaluation, there are
principles and attributes that I NPO and the industry
devel oped and during the -- every I NPO eval uation
those principles and attributes are assessed. So it
is specifically one of the -- through the
Organi zational Effectiveness Team and the team | ead,
that particular safety culture is assessed at every
site. In addition, in the area of perfornmance
sumary where you actually di scuss what you found in
every area, |ike organizational effectiveness, there
is information put in there with respect to safety
culture for every plant. So, yes, | would say that
they are --

Let ne -- | have one thing, while I'm
here. As you know, the industry and |INPO published
an SCER, Significant Operating Experience Report,
024, and every licensee was, you know, an | NPO

reconmendati on. And those are nore than
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recommendations. You just do them Every licensee
performed a safety culture assessnent. And in
addition, that recommendation is what is considered
to be an ongoi ng reconmendation. So on a periodic
basi s,
Li censees, again, do evaluate safety culture and
| NPO does | ook at those evaluations as a part of its
every 2-year at the npost eval uation.

And ot her plants, you know, it's just
i ke a performance approach here. Plants -- the
eval uation duration or interval for INPO is based on
performance of plant. So there are sone plants that
are receiving themnore often than two years. So
there is a significant amount of work done here.

And one thing, you know, when you | ook

at the problemidentification/resolution, | believe
that's one thing that -- that is fundanental to all
of this. |If you do not have good probl em

identification and resolution, as was the case at
Davi s-Besse -- | nean, frankly, the indicators were
there. They did not put it together, and |

under stand what they had. They were pushing things
out. The changes that were made there are al ready
significant in that area and we believe will be

further enhanced by what we're working with the NRC
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staff to do.

CHAI RVAN WALLI S:  Thank you.

MEMBER APOSTOLAKI S:  Well, we have
anot her Subcommittee Meeting in January, as Mario
said. Can we tal k about sone of these attributes
that you expect to see in the self-assessnent
process? | nean, we keep tal ki ng about a hi gher
| evel managenent, but | would like to understand a
little better what these attributes that INPOis
using are and --

MEMBER JOHNSON: Can we do that in
January, is that what you're suggesting?

MEMBER APOSTCLAKI S:  Yes, that's what
| " m aski ng.

MEMBER JOHNSON: Yes, absolutely.

MEMBER APOCSTOLAKI S:  Ckay.

MR. COBEY: As the facility noves over
to the Multiple Repetitive Degraded Cornerstone
Col um of the Action Matrix, this is in the event
that they -- you know, they've had multiple
repetitive degraded cornerstones, either -- or red
findings, for exanple. In this case, if a licensee
were to find thenselves in
This situation, they would performa fairly

conprehensi ve assessnent. They woul d devel op a
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detail ed performance inprovenent plan, and they
woul d provide that to us. W would issue a
confirmatory action letter and then follow ng that,
we would cone in and performa fairly conprehensive
suppl emental section, 95003, to | ook broadly at the
facility's performnce.

MEMBER APOSTOLAKI'S:  So there seens to
be every tinme you have a problem you're asking them
to do a self-assessnment. Is that --

MR. COBEY: Not entirely. This -- in
this case, we would not ask for the self-assessnent
based on themnot identifying their problens that we
did. In this case, we would ask themto do it
regardless. And then in the Inspection Procedure
95003, as part of that inspection procedure, we
woul d, in fact, evaluate what's inportant to safety
culture to determ ne whether or not their
assessnment, their performance inprovenent plan, and
their corrective actions were adequate to address
t he problem

The way this is structured, as
per f ormance degrades and you nove to the left, you
beconme nore and nore intrusive as the regulator. So
in the area of safety culture, we would becone nore

and nore intrusive. For exanple, in 95001, it would
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be, did they include what's inportant to safety
culture? Didthey identify appropriate corrective
actions, et cetera? In 95002, we would actually be
| ooking at what's inportant to safety culture and
maki ng a determ nation, do any of these aspects of
what's inportant to safety culture, were they
drivers? And did the utility identify thenf If
they did not, then we would request an intrusive

| ook at safety culture. As performance degrades
further, we would request they do it regardl ess and
then we would conme in and i ndependently validate the
results.

MEMBER JOHNSON: Just one addition to
that. | just -- because there's a -- | just wanted
to go to sonmething that canme up in your question
Ceorge. In today's ROP, we do 95001, 95002 and 95003
each -- successively nore conprehensive, as Gene has
indicated. The timng of those is that we al ways
wait for licensees to have | ooked at what the
probl em was, | ooked at extended condition, and
| ooked at corrective actions. So even today, when
we do a 95001, we tine it so that we're | ooking at
what the |icensee has already done in terns of
trying to figure out what the problemwas and what

corrective actions they put in place. That's --
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phi | osophically, that's how we approach those
i nspections. So we're just adding safety culture as
a part of that role.

MEMBER BONACA: The ot her question
have -- and | appreciate that you have a plan here.
And every time you say we'll assess safety culture.
Now, | haven't heard yet on how you define "safety
culture"” and that's inportant. Now, | know you have
devel oped sone -- you know, a table with attri butes
and elenments, if | renenber, and now that, | guess,
is being reworked after a review you had the first
time or --

MR. COBEY: Actually, that's a good
transition. That's what | was going to tal k about.
Yest erday, we had a public neeting with our external
st akehol ders to di scuss what's inportant about
safety culture. W have an understanding. W have
-- |1 like to use the word "consensus” that our
proposal would be to use the inside core definition
of "safety culture.” And then what makes up, or
what's inportant about safety culture, we refer to
as "conponents" or "subconponents.” And we have
reached a consensus that our list of those
subconponents i s conprehensive and incl udes

everything that's inportant about safety culture.
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MEMBER BONACA: | thought the industry
di sagreed with that.

MS. SCHOENFELD: Pardon?

MEMBER BONACA: | thought the industry
had di sagreed with that.

MS. SCHOENFELD: No. In fact, what we
determ ned at yesterday's neeting is that whatever
we have in ternms of our conponents and subconponents
is covered by | NPO.

MEMBER BONACA: (kay.

MS. SCHOENFELD: And so, there is a
great overlap in these areas.

MEMBER APOSTCLAKI'S: There are two
i ssues here, it seenms to ne. One is the general
definition of "safety culture,” Insight did a good
job. But equally inmportant is, you know, how we
view our role in that context and when Insight talks
about questioning attributes, I"mnot sure that it's
our business to worry about that. W worry about
some subset of that that is really performance-
based, where performance now i s broadened to go
beyond t hose itens being out of order and so on.

MEMBER JOHNSON: Let me suggest that in

January when we tal k about --
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MEMBER APOSTCLAKI S:  Good.

MEMBER JOHNSON: -- the attributes,
we'll talk about the definition and the conponents
and subconmponents because we will have had a chance,
as Gene said, we got fairly well in alignnment

yesterday. W'll nmke revisions to that. W'I| get
comments on that. In January, we'll have a good set
that we can show you and talk to you in terns of
bot h of those aspects.

MR. COBEY: Actually, that was
essentially what | was going to say next. That's
okay. You said it well.

So the next action is to take the
results of yesterday's neeting, all right, and take
those attributes that are inportant about safety
culture, incorporate theminto the conceptual
approach, and cone up with the nmechani sms of how
we're going to do those things. And we have a
public neeting next Thursday to work with the
st akehol ders to di scuss our proposals on actually
perform ng those conceptual activities.

MEMBER APCSTCOLAKI S: So these guys are
willing to cone to Washi ngton every week to neet
with you?

MR. COBEY: So far. Even when it snows,
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it turns out.
MEMBER APCSTCLAKIS:  And all these days
are being selected to conflict with ACRS neeti ngs?
MR. COBEY: Well, not exactly.
( LAUGHTER. )

MR. COBEY: That was never our intent,

Ceor ge.

The | ast --

MEMBER APCSTCLAKI S: That's performance-
based -- | don't question your intent.

MR COBEY: So | did just want to end on
a point that is, we do believe that we're on a path
to make enhancenents to the ROP that are consi stent
with the Comm ssion's direction. W think it is
possible to be nore intrusive as performance starts
to degrade. We think it's possible to, in terns of
the framework that we already have with respect to
crosscutting issues, to be nore attuned to things
that potentially bubble up, even though threshol ds
haven't been crossed. And so we're going to
strengthen that. And | think when you put that
together, we're going to be better able to ensure
that we have an opportunity to diagnose these
problens earlier. W've still got a lot of work to

do. We've got to conplete devel opnent of the plan
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revi sion through the neetings that we've been

tal ki ng about, and additional neetings that we
haven't even scheduled. W'Il need to conduct Just
In Time Training for inspectors to nake sure that

t hey know how to inplenment this, and their nanagers,
to make sure that they know how to inplenment the

i nspections and the assessnents.

VW' ll need to test the plan revision
agai nst previous plant ROP experience, and those are
the points -- that goes to the point that we tal ked
about a couple of tinmes. Whatever we cone up with
has got to go back and | ook at Davi s-Besse and say,
does this put us in a better place with respect to
havi ng an opportunity to di agnose those problens, if
we had had this process in place.

And then finally, we are still driven by
a Commi ssion schedul e, which is get ready, be ready
to i nplenent these revisions by March of 2006. As
we' ve said, as |sabelle pointed out, we do have a
notation vote. W are getting -- there is a draft
SRM W will expect to see --

MEMBER APCSTOLAKI S: Do you expect to
see what these notations will be?

MEMBER SIEBER It's the Comm ssion --

we sent up a Conmi ssion paper. The Comm ssion is
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voting on that paper. And that guidance that we get
in the SRM W expect the Conm ssion to say,

"Staff, here's what we think with respect to the
current direction and schedule.” And so, we'll nake
sure that you're aware, certainly that John is
aware, of what cones out because that could
potentially give us additional guidance.

MEMBER APCSTCLAKIS: So are we going to
get the coments on this, Mario, on the product of
March? 1|s the ACRS going to wite a letter on this?

MEMBER BONACA: | think there was. |If
there is a product presented to us, yes, for sure.

MR PONERS: Tell himno. At best, the
Commttee gets it and he doesn't.

MEMBER APOCSTOLAKI'S: Al right.

So we shoul d schedul e then a neeting, at
t he March neeting?

MR FLACK: Yes, | think we should talk
about this at the B& coming up, following -- this
is John Flack, ACRS Staff -- follow ng the
Subconmittee Meeting and the Retreat, and what our
role -- the Conmmittee's role will be in safety
culture in the future as well. | think we need to
tal k about that as a proactive --

MEMBER APCSTOLAKIS: Well, this seens to
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nme -- yeah, | agree we should discuss this. But, |
nmean, this is an inportant paper and the Committee
should wite something about it. | think the staff
is off on a good posture. So we'll have to get on
to nore detail here to see what's happeni ng.

MEMBER BONACA: W want to thank you for
comng. | know you had -- you were pressed really
for time, but we appreciate your -- your bringing
the information to the ACRS.

MEMBER APOSTCLAKI'S:  And one m nute
early.

MEMBER BONACA:  Yes.

MEMBER APOSTCLAKIS: It can't be an
i mportant subject if we finish early, George.

CHAI RVAN WALLIS: George, we're going to
finish early if you stop talking. Are there any
guestions?

MEMBER RANSOM | have one comment. In
nmy experience, it seenms |like the biggest inpact on
the culture of an organi zati on has been managenent
changes and that doesn't nmatter -- it has happened -
- in ny experience, it has happened both because of
evol utionary internal changes if they happen too
frequently, but also as an organi zation is sold or a

new contractor comes in and takes over, that there's
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a real disruption in trust in an organization. |'m
wondering if you have a way of -- or have you | ooked
at that or has that been noticed?

MR. COBEY: |If you look at what's
i nportant about -- if you |l ook at what's inportant
about safety culture that we'll talk about in
January, one of the pieces to that, one of the
subconponents is organi zati onal change managenent .
Al right, this is, | think, exactly what you're

tal king about. And the staff has recogni zed t hat

that is inmportant. |It's a driver to safety culture.
What is still in the works is for that particul ar
aspect, how we would, within the construct -- | just

tal ked about Option G to look at that. That has
the potential to be one of the things that we | ook
at only in the supplenental type of inspections as
we nove across in the Action Matrix, it doesn't seem
to, on the surface, fit nicely in the existing
crosscutting issue framework. So those are details
that we have yet to work through, but I'm agreeing
with you, it is a driver and it is very inmportant to
safety culture.

MEMBER RANSOM | know with plants being
sol d and new managenent coming in, while you m ght

think that this would be a factor.
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MEMBER APOSTOLAKI S: But this is not our

busi ness.

MR COBEY: It's what?

MEMBER APOSTOLAKI'S:  It's none of our
busi ness to ask why you did this. | nean, it's the

fact that you did it.

MR. COBEY: Right.

MEMBER APOSTCLAKI S:  Wiether it is the
result of some other conpany taking over or not, |
don't think it's any of our business.

MEMBER RANSOM It's like raising a red
flag, though, I would think, to | ook carefully at
what' s goi ng on.

MEMBER APOSTOLAKIS: | think this is
going to be one very inportant Subconmittee Meeting.

CHAI RVAN WALLIS: You're going to
followup on this in the Subconm ttee Meeting.

MEMBER APOSTOLAKI S:  Yes.

CHAI RVAN WALLIS: I'd like to finish
this session, if | may.

MEMBER APOSTOLAKI S:  Ckay.

CHAI RVAN WALLI S: Does anyone object if
| bang the gavel now?

(NO RESPONSE. )

CHAl RMAN WALLIS: So we'll have a break
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until 10:15 a.m and then we'l|l

Report.

(Wher eupon,

Thank you very much

went off the record at 10:05 a.m)
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